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Abstract 
The quality circle is one of the most widespread practical ways for higher recovery of human resources and this is due to 
the remarkable results obtained through group work. Creating quality circles shall be made for the improvement of 
activity, in general, and capacity production, in particular. 
This paper highlights the importance of establishing the quality circle in a production firm in order to resolve some of the 
issues in terms of the quality of the technological process. The approach and analysis of the problems by means of the 
quality circle have led to an optimization of the financial and human effort involved. 
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1. Introduction 
The process of economic growth greatly depends on the qualification and use of human resources, of the 
creative, dynamic capacity of the human factor in the unfolding of economic life. Human resources must be 
regarded as „the totality of physical and intellectual properties a person uses in production and services needed 
for survival”. Human resources are the only production factor capable of creating new values, the creator and 
stimulator of production means.   
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The distinct character of human resources is firstly given by its uniqueness. It is the only resource that 
produces, creates and opens the perspective for continuous production innovation. Secondly, work resources 
have a limited qualitative-quantitative potential and the unlimited potential arises from the quality level (Juran 
& Gryna, 1993). The unlimited character is specified by the unlimited creative horizons that human resources 
open up.  
2. Theoretical foundations 
2.1. Human resources and quality circles 
Human resources, the main component of production forces, by direct and indirect intervention condition 
the existence of production and other economic activities and ensure an efficient use of production means at 
the company’s disposal making it possible to satisfy its needs (Armstrong, 1995). 
Within an organization there are numerous ways of high human resource use, especially through team work 
(Herbert et al., 1999). Among these, the quality circle is at present widespread due to the remarkable results 
obtained upon its implementation.   
The creation of quality circles occurs to improve activity in general and the capacity of the production in 
particular by an intensification of collaborator involvement. 
First introduced by Kaoru Ishikawa (1915-1989), quality circles, also named quality control circles, 
appeared in the Japanese industry (Zink, 1986), then in banks and sales companies to be later exported all over 
the world. They are study groups for quality improvement or self-improvement and are made of a small 
number of employees (10 or even less). These groups voluntarily carry out workplace improvement tasks 
within a large company program for quality control, production increase, education and self development. The 
nature and role of these quality circles differ from one company to the other.   
The initial objectives of quality circles were to make contributions to company development (Richard & 
Johnson, 2001), respect human relations, develop a satisfactory working environment, use human capacities to 
the fullest. 
The novelty brought by quality circles (Middleman, 1984) was that issues were discussed by the people 
who were directly confronted with them and who implicitly were invested with the moral authority to resolve 
them.  
Through preoccupations regarding quality every worker became responsible for their relation to the final 
product and quality controllers of their own productive sequences.  
In 1985 Ishikawa declared that the reason behind quality circles was to „improve the workers’ state of mind 
which will lead to a conscious effort to improve production quality” (Ishikawa, 1985). 
2.2. Current objectives and advantages of quality circles 
Among the objectives targeted in the quality circles the following can be mentioned:  
• the development of human relationships and communication among individuals, this being a people 
oriented program  
• raising workers’ awareness of the responsibilities that they have in relation to the quality of production and 
the products delivered  
• creating a framework where improvement ideas can be brought to life  
• development of inner leadership and employees’ responsibility to the enterprise  
• development of instruction skills that can be put to use in work groups. 
Quality circles have numerous advantages: 
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• the creation of a communication environment for employees and/ or management based on mutual
understanding and good collaboration
• the creation of a state of mind needed to become involved in decision-making activities, establishment of a
framework where opinions are heard and work is appreciated
• the possibility to get to know problems regarding product quality, its consequences and implied costs
• the creation of a climate of trust between operators and leaders, respectively an environment of mutual aid
and cooperation
• the generation of conflicts is avoided, which by their nature use resources and throw working schedules off
balance
• they have a positive influence on the dynamics of work productivity, working technology optimization and
working methods
• they help fight absenteeism in the workplace involving operators and making them responsible for product
quality improvement.
3. Innovation by quality circles
There are companies in România where quality circles are implemented and they have reached a mature 
stage, working naturally. 
SC Allcolors Serv SRL, national leader in electrostatic field painting services, is one of the companies that 
started using quality circles at higher levels at first, then going down to middle levels and finally reaching the 
basic enterprise level. 
After careful and thorough analysis of the technological process of chemical treatment, the company’s top 
management decided to optimize the process so as to ensure a reduction of production costs. 
As a result, this study carried out inside the company aims at highlighting the use of innovation in quality 
circles (Sherwood et al., 1993) organized in view of obtaining more efficient chemical treatment with a 
reduced cost.  
During the technological process the waters used to rinse products, regardless of the phase discussed, are 
continually treated by the demineralization stations and filtered (4) with the purpose to maintain the necessary 
parameters to avoid non-conformity which may cause faults and an increase in product and implicitly final 
production costs (Fig. 1). 
Fig.1. The technological process innovation in industrial waste water treatment 
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Contaminated waters are treated by neutralization, clotting, separation and filtration measures inside a 
waste water treatment facility without which the working process would not meet the requirements of 
environment protection and human/animal protection, respectively the unit would not receive approval to 
function. 
The final cost to treat a quantity of 14,4 m³ of waste water such as in the case of a bath on the chemical 
pretreatment line amounts to 1024,69 lei. For a period of one year, the total cost amounts to nearly 10.000 lei. 
Work needs to continue without making efforts to process/treat waters and contaminated solutions.     
In order to decrease the financial and human effort a multidisciplinary team was created inside the 
company in a quality circle (Prado, 2001). 
The facts and the target to be reached were presented. The members of the circle made an action plan with 
observation stages, data collection (Table 1), analysis, interpretation, conclusions and measures needed to 
reach the set target. 
Thus, using the quality instruments Pareto, Ishikawa, and QRQC charts (Tague, 2004) made it possible to 
identify the best solution to decrease the financial and human effort in the treatment of waters and 
contaminated substances. The solution is based on the following idea: the technological process is conceived 
in such a manner that at the beginning of chemical treatments, products are washed in an industrial water jet 
that will remove deposits, impurities, foreign bodies and will protect the next bath from becoming loaded with 
the aforementioned elements, in our case the degreaser bath.   
The innovative idea is to apply the degreaser used in degreaser bath (A.),  instead of the bath (B.) on the 
pretreatment line for ferrous products (1.), outside the parameters from the working instructions but still 
active from a physical and chemical point of view on the line of non-ferrous pretreatment  IM (3.). 
In order to arrive to this point the team consulted the personnel involved in daily activities in the 
workshops, obtaining valuable information which, when placed together, offered a bigger picture of the entire 
process, from the point of view of the operator. The analytical, managerial experience (Tang et al., 1987) of 
the people in the quality circle made it possible to find the answer: the degreaser solution from degreaser bath 
(A.) is not introduced in the treatment and processing system and then released in the sewage system, but 
instead it is reintroduced in pretreatment in the place of the water in basin (B.) on the ferrous products 
pretreatment line (1.). 
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The water in wash basin (B.) will exit and be treated to make it proper for the sewage system, the costs of 
this manouvres amounting to only 23.34 lei. 
In this way, calculating the difference between the two costs, we notice that the proposed solution is very 
profitable, and also green, helping to protect the environment: 1024.69 – 23.34 = 1001.35 lei/basin, a 
considerable amount having in view that a bath is changed many times each year, respectively the fact that 
there are over 10 baths in the studied technological process.   
4. Conclusions
Quality circle programs are very simple and do not overlap company structures. They are adapted to each 
problem that appears. The biggest challenges appear at middle level where there is fear for lack of 
justification of authority.  
Quality circles do not undermine decision-making hierarchy in a company because they are work groups, 
creative and solution oriented, trying to find solutions to improve quality. They strengthen the structure of an 
enterprise, enriching and humanizing work, giving decision-making power to lower levels.   
In this way it is recognised that employees becomes more responsible, more careful and more involved in 
work when they feel appreciated thus increasing work productivity.  
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